value creation.
Another key idea the authors rely upon is the idea of an exemplary performer -the employee or manager who is doing a great job and generating the best results. In a typical workgroup or office, there is one or a few employees who are exemplary and many others who aren't doing quite so well. It's unrealistic to imagine that you can quickly double the performance of everyone in a group. It's probably unrealistic to assume you can get everyone to perform as well as the exemplary performer is currently performing. But it is very realistic, in typical employment situations, to plan on significantly narrowing the gap between today's average performer and today's exemplary performer. HPT practitioners routinely do this, and ISPI has worked hard to define the levers that an organization needs to push or pull to achieve this goal.
Put in slightly different terms, we begin by establishing the accomplishments of the exemplary performers, compare that to the accomplishments of average performers, and then work to narrow the gap, moving the average toward the exemplary.
Elliott and Folsom follow Rummler in identifying six concerns that the performance analyst needs to understand. They include:
• Expectations and Feedback Elliott and Folsom do a good job of explaining the importance of each of these concerns, illustrating each concern and ways of measuring employee performance relative to each concern. They cite a wide variety of literature as they describe each of the concerns. Their discussion is general enough that this book could be read by either a business analyst trying to analyze employee performance, or by an operational manager trying to figure out how to improve the performance of the people he or she manages.
In describing the various concerns the authors offer good advice on how one might establish measures and gather data to track employee performance.
In essence, one wants to begin by using the six concerns to define a specific performance situation. Then one needs to gather data to define how well each employee performs. Finally, one wants to consider the differences between the exemplary performers. As you can see, average and exemplary employees only differ in two areas, and one of those, motivation and preferences, may actually depend on the success the exemplary employee achieves. The key difference is in the knowledge or skill of the two sets of employees. Assuming the study was done with sufficient diligence, we need not institute generic knowledge or skill training, but can offer highly targeted training that only focuses on the specific knowledge or skills that actually differentiate the average and the exemplary performers. Targeted training is always much more valuable and costeffective than generic training.
As I said earlier, people seek to improve processes for many reasons, and too many focus on just one or another aspect of a process. Some focus on the quality or consistency of the product, others focus on whether some tasks can be automated or whether specific activities add value and really need to be done. HPT professionals, like Elliott and Folsom, focus on how the employees who implement a process perform. When you think about it, employees and their managers constitute a major part of any large process. This book provides readers with a good introduction to some of the important ideas that HPT experts use when they seek to improve how people perform process work. [2] For more information on Tom Gilbert, see Human Competence (1996) . This is a very idiosyncratic book, though full of ideas that will challenge you. Most process practitioners would
